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SECURITY INFORMATION

15 November 1951
To: Director of Training

From: %

Subject: Integrated Testing, Assessment, and Evaluation Staff for CIA

WHAT IS THE FROBLEM?

In CIA, as in other government depsriments anc agencies,
there has been a great increase in the use of psychological
services during the last five yesrs, but throughout thie time
there has been in CIi 2 vocal mincrity which feels that
paychological services are of no value to the Agency. This
minority has consistently opposed suggestions for the expansion
of these services. A4s a result, psychological services in the
Agency have been restricted in thelr development compared with
those in the ﬁepartmenta of the Army, Navy, and Air. Those
poychological services which have survived in CIA have worked
independently, and sometimes selfishly, withoui the benefit of
s unified policy to guide them in relations with each other and

in their service aspects to the Agency as & whols,
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WHAT HAS BEEN LONE TC SOLVE THE PROBLEHM?

Soon after Colonel Baird was sppointed Director of Training
he recognised the problem, and arranged to have the [N 2°X1A%21
25X1A5a1 _ csrry out a survey of psychological services in
the Agency. Ewen though ths- faport is incomplete and cone- 25X1A5a1
cerned mainly with detailled anslyses of specific tesis, ite
general findings are of great interest to the Agency. These
fiadings are as follows:

I. The testing, assessment, &nd evaluation services

that now exist in the Agency need unified direction and coordins-

tion, and more topside recognition snd support.

II. Beceuse of the pressure for more and more services,
the validation of tests, procedures, and techniques has been
neglected, Kepesrch is needed,

1I1. There is 2 grest demand for testing, assessment, and

svelustion services in the Apgency - more then this Agency can at
the present time satisfy with its present psychclogicsl units,

-2~
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ARF THE SUCGESTIONS FOR SCLVING THE PROBLEM SATISFACTORY?

25X1A5a1 :
?he- psychologist did not survey sll the activities md

functions of the existing units, nor did he fully understand the
conditions under which thege units have developed. Bnt_ it is very

importent to reslige that as far ss he has gone, his conclusions

are valid, MNany persons in the Agency, including the psychologists

in the service units, had already reached thess conclusions.
25X1A5a1

We mmet now conegider how the . findingse can be put inte

offect.

SUGOESTION X0, I+ Unification. The testing, sssezsment, and

svalustion services that now exist in the Agency should be inte-
grated snd unified, and given more topside recognition and support. '

We believe that unification of psychological units would offer
the following asdvantsgess

(a) There would be uniformity of policy en testing,
assessment, end evalustion standerds.

(b) The best possible use wnld be made of scarce pro-
feszionel talent., Well-guelified psychologists are hard to find,

(¢) Tuplication would be avoided. Applicants and new
smployees would not be nesdlessly retested.

(d) It wonld centralise sccess to test records, sssess-

ment reports, snd training evslustions, without in any wey
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sndengering security.

BECOMMEEDATIONS 1 and 2¢ It is therefore recommended (1) that the

testiing, assessment, end evaluation services that now exist in the
Adgency be integrated and unified, and {2) that the peychologiet
pleced in charge of this staff be given command responsibilities over
the psychological divisions fer which he is responsible.

‘!,!53.;. would involve integratien of the Testing and Training
Branch of the 0ffice of Perscnnel, the Asgesament and Evaluation
Bramch of mc/m, aad the Testing, Assessment, and Evalustion
Division of OTR. This integrated staff might be oalled the Testing,
Asgessment, snd Fvaluetien Staff of CTA. The duties and responsi-
bilities cof the Chief cf the Testing, Assessment, and Ryaluetion
Btaff are glven in Tadb 4. A tentailive organiszation chert for the
Bteff is given in Tab B.

Pelicy control of the TAT Staff.

At the present time the G!'ﬁeasl which make the greslest vse
of .t-esting, assessment, end evaluation émicas are the (ffice of
Psrsonnel end the Office of Treining. Without support from both
‘fraining end Personnel the unified TAF Steff will not be able to do
ite best work. Co logical grounds both Perscomnel and Trsining
appear to have equally strong claims to the policy control of the
integrated TAE Steff,

-k -
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RECOMMENDATION 3. It is therefore recommended that the Director
of iraining snd the Director of Perscnnel serve as the Policy
Commitice for the TAE Steff, '

Adninistrative support for the TiE Staff

Wlth ons exception % all senlor testving,

sssesement, end evaluation psychologists in the Agency are &t

present sssigned %o the Office of Trsining.

ARCOMMENDATION L: It is therefore recommended that the TAE Staff

raceive its adrinistrative support from the Office of Training,

SUGUESTION NC, II; Heseprch, Because of the pressure for more

and more services, +the validation of test procedures and {echniques

hss been neglected. Research ia needed.

Gne of the tougrest nuts to craeck in this Agency has been to
convinge thmg in gvthority that psyehelogicel research is
tndispensable to any psychological service and that it is, in the
long run, a prefitable investment, Without s research unit une
aprthing new;fscts to gulde the;proeedums of the psycholegleal
service units, these unlts guickly osaify. Their principles grow
hacknoyed - their technigques outworn. Research is vital not only
for va?.idatién but olso for the developmeat of new tests, procedures,
and techniques to mect the specisl needs of CIi. CIA, evan more

than mest egencies, has ite c¥n peculiar problams., Tests and
- o
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procedures for dealing with these problems need to be "custome
made®, not purchased or borrowed "resdy-to-wesr® from cutaids

agencies,

There are scores of research projects waiting to be undertaken,
whose results will improve CIA's personnel, training, and opera-
tionel procedures. Examples of needed research projects are listed
tntabC,

Sin:_:a it takez at least two years for s peychologist tc get
his feet on the ground in this Agency, it would be wise to have a
Upermanent” cadre of research psychclogistes drawn from the ranks of
those who have hed service experience in the Agency. Jobs which
this resesrch cadre could not handle would be let out on research
contracts to universitiss or commercisl organisations. The research
contracts would be directed by the Chief of the TAE Staff and
supervised by the Chief of the Research Divisicn.

RECOMMENDATION §: It is recommended that a Research Division be

suthorised and activated tc serve the Testing, Assessment, and
Evalustion Staff.

BUCCESTION HO. III4 Expansion. There ie a grest and growing demand

for testing, assessment, and evaluation services in the Agency -
more than this Agency can st the present tims aatisly, with 1ts
present psychological unite. The TAL Staff shculd, therefore, be

.-6-
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expsnded beyond its present strength.

At present the psychological units in the Agency cannot meet
 the many demands which are plsced upon them, This is true of the
Teating and Trainiﬁg Branch of the Office of Personnel, the
Testing, Assessment, ind Pvelustion Division of the (;rﬁcq of
Yraining, end the Assessment and Evaluation Branch/TRC of the
Cffice of Training.

There is no fat on the T/C's of the psychclogical service
unite, The problems of FID/CO and these of the Office of Communi-
cations, to menticn only twe problems which have long been
recognized, go unsclved becsuse ﬁe existing psychological units
4o not have the time to sttack them. .ind the Medics)l Division
was obliged to clarry out & psychological testing and resesrch
project % without the assistsnce of & paycholo-
gist. Under such circumstances time end effort sre wasted end

rasulis sre often witiated.

RECOMMENDATICON é: It is recommended that the proposed TAE Staff

be expanded so that the Staff can mmel Agency needs ,

-7 -
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SUMMARY OF RECOMMENDATIONS

1s Thet the testing, assessment, and evalustion services
that now exist in the Agency be integrated md unified.

pA) " That the psychologist who is placed in charge of this
Testing, Assessment, and Evaluation Steff bs given command
responsibilities over the pa;ychclosicalr divisions for which he

1& responsible,

. That the Director of Training and the Director.of
Personnel serve as the Policy Cosmdttee for the TAE Staff,

ks That the TAE Staff receive its administraetive support
from the (ffice of Training.

_53 Thet a FResearch Division be authorised end activated

to serve the Testing, Assessment, and Evaluation Steff,

6t That the proposed TAE Staff be expanded so that the

Steff cen meet Agency needs,
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OUILINE OF TABS

Tsb A Duties and Responsibilities of the chiavf, Testing,

Assessment, and Fvelustion Staff,

Tsd B: Crganization Chart of the Proposed Testing, Assess~
=ment, and Fvelustion Staff,

Tab C3 Examplee of Nesded Remearch Projecis.

Tab D: Suggestions for Improving the Testing and Training

Branch of the (Office of Perscnnel.

Tab E: Suggestions for Improving the Assessment Unit./i‘ﬁc of
the (ffice of Training.

-9-
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TAB A:

DUTIES AND RESPCNSIBILITIES OF THE CHIEF, TAE

{1} To cerry cut policy as leid down by the Policy Coamit~
tee of the TAE Steff,

{2) To be responsible for directing snd coordineting the
work of the Testing, Assessment, Iraining Evaluatien, and Research
Divisions of the TAE Steff,

(3) To direci research ccntrscts for caerrying ocut specialiszed
research g tudies under the policy control of the Director of
Training and the Directer of Personnel.

{L) To serve as 2 psychological consultant to the Assistant

Directors snd Steff sond Division Chisfs of the Agency.
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TAB B:

CROANIZATION CHART OF THE PROPOSED TESTING, ASSESSMENY, AND EVALUATION STAFF

Policy Commitiee
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TAE
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Records Sectiocn
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Division Evaluation
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TAB Cy

EXANPLES (F NEEDED RESEARUH PROJECTS

{1) There are more then 50 perscns each yesr in CIA who
suffer from s seriocus "nervous breakdown." Are thess breakdcsns

foreshadcwsd in psychological testa?

{2) There are more than 1000 seperetions sach year from the
Agency. What were the causes of these separstiouns? In how many
casss sre there indications thst the employee '

{2) should never have been hired?

{v) ehould have had specislized training before or
on the job? |

{c) weuld have been more suitsbly placed elsewhere in
the Agency?

(3) Vhet are the psychologicel traits of persons who sre found
to be sscurity risks or disloysl?

(L) How sccurate is the Assesement Unit in predicting per-
formance of persons assessed? How accurste are individuel psycholo~
glate in the Assessment Unit? How cen their sccurscy in this reapect
be increased?

(5) Vhat srs the psychological traits of sucecessful CIA

-1l2 -
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intalligeneé officers (whether in the field or in headquerters)
which differentiste them from the unsuccessful?

{(6) Can any of these traits be acquired or enmhanced by
training?

(7} How can we make best use of CIz employees? For exacple,

is en Agency vocetionel guidance progrem precticable?

{8) Wnat are the critical traits essential for eech of the

more important joba?

The need for research on certein problems has alresdy been
recognized. Scme of these have been listed in kppendices ( and J
in the 7 August msnuscript entitled "a Progrsm for the Estsblish-

ment of & Career Corps in the Centrsil Intelligence Agency,®

The Vbrking Group on Empleyee Eating of t.hé Career Service
Committee has found thet the lack of resesrch dete mikes it inme
pessible to construct velid end relisble merit procedures for

thie Agency.

~13 -
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TAB D3

HOTE: Theae suggestiong are based on the sssumption thet the
Testing and Treining Branch of the Cffice of Personnel
would perve &s the mucleus for the Testing Division of
the proposed Testing, Asseasment, and Eveluation Staff.
Tab B presents an organisation chert for the TAE Steff
and indicates that the Testing Iivision will heve both
s field sand a headguarters branch. It is obvious that
some of the suggestions listed below weuld not be
spplicable if the Testing and Treining Branch were to
dontinue to function s® st pregsnt.

- {1} Ineresse the rangs of psychologicel tesis and equipment
in order to meke testing programe more flexibdle. The Testing
and Treining Branch should be equipped to handle requests for
spscislized testing, such sg tests for signel cedms gptitude,

language aptitude. and proficiency in varicus languages.

(2) Install cublcles sc that specialised tests can be given
individuslly while others are teking group tests.

{3} Esteblish g greater variety of test batteriss for clerks,
professional trainee applicants, sdministrators, junior intelligence
officers, senior intelligence officers, language smialists, raport
writers, snalysts,

(L) Add & non-verbal test of mental abilities to the test

-1l -
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battery vhenever thers is resecn to suspect a verbal handicep,
especially where the subject lacks education or is of foreign
birth.,

(5) Adults, especially those beyond LO years of sge,should

be given an untimed, pover test of intelligenca,

(6) Vhere s mental speed type of intelligence test is needed,
it is suggested that & form be used which has a score sdjustment
factor for sge of the subject. Clder persons are natﬁrally slower

on tests of mental speed.

{7) On the test profile chart for professional positions,
the Wstson-Claser test should have less weight than the Otis. At
the present time it h_ms ssven iimes as much weight, slthough the

Otis 1s a far more useful and reliable test,

{8) Low scores should not be used a= arguments agamt pro-
moticn. As the ETS atudy has pointed out, test acoi'es are indicators
of potentisl but they do not messure achievement. Therefore test
scores should not be used tc discredit a recommendstien for promotion,
when the employee has shown that, in spite of his test score, he

ean do 2 satisfactory job.

{9) & gulde to the interpretation of a test profile should
ﬂwaq}a be submitted slong with the profile so that supervisors will
properly interpret the test information they receive. This will

- 15 -
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#id in repid interpretation of the test results,

{10) Cuslifying scores should be set up for the different

occupetions for which applicants sre tested,

(11) The Testing and Treining Branch should do most of the
paper-and-pencil testing before ssaessment. At the present time,
the Assessment Unit devotes about nine hours to peper-and-pencil
testing, which could very easily be done by the Testing and
Training Branch, thus allowing the membera of the Assessment Unit
to give more time and attention to situstion tests. The rule |
should be that nobody will be sssessed who has not first been
teasted by the Testing snd Training Branch.

-:16-
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TAB E:

SUGGESTIONS FOR IMPROVING THE ASSESSMENT
URTY/ThC OF THE OFFICE OF TRAINING

NOTE: These suggestions are based on the sssumption that the
Assessment Unit/TRC would serve as a nucleus for the
Assesgment Division of the proposed Testing, Assessment,
and Evaluetlon Staff, Teb B presents an orgenization
chart for the TAE Staff and indicates that the Assess-
ment Division will heve & Staff and Semi-Covert Branch,
a Covert Branch, and an Overseas Branch. It is obviocus
that some of the suggestions listed below would not be
spplicable if the Assessment Unit/TRC were to continue
to function as at present.

(1) Establish close working relationships with the Testing
and Training Branch., See Suggestion number 1l in Tab D.

{2) Assessment is expensive. It cannot be provided indis-
¢riminately for &1l who would benefit from it. I% should be
restricted to persons being considered for overseas opsrational

slots and for the higher GS ratings.

{3) &4ssessment should be available to both the overt and covert
offices of CIA, Vhenever necessary, the Policy Committee will

ssteblish assessment priorities.

(k) The Assessment Staff should be responsible for cperating

8ll Agency assessment programs, both in this country snd overseas.

-l?u
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(5) Assessment procedures should be more flexible. It is

act necessary to adhere rigidly to s two-dsy testing yregrén.

(6) Assessment psychologiste should riot be considered
trained until they have completed & tour of at least two-years

duty in en operational or intelllgence ameisnment,
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